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- ’ There is a need for conceptuallzatlo in the

developmant of a.Teacher Corps program and the . instructional systemn
vhich is part of that program. Program conceptudlization shouTd -be
viewed as an,}mportant process which permeates program design “\\\\\\\ 4
efforts. Cof%e?tﬁallzatlon -of program Jurposes and objecﬁlves ) '
provides .a base for. the design, development, and operation of program
activities, evaluation, and management. The greater the specificity
rand expljcitness of.that conceptualization, the greater the
"likelihoqd of program. success. Ihstructional’ system conceptualization
» 1involves the specification of competencies and the specification of -
instructiopal characteristics. The specification of competencies
~ should be built on conceptuallzed role descriptipn; that is,
. specified in terms of the roles persons assume during the operation T
: of the program, and/or’ in terms of those roles persons are expected '
to play upon the completion of t@e program. The spec1f1catlon of the <if'
instructional systen's operationagl characteristics in advance of -
program operation ‘is’crucial, for it is this- process which sets the
"rules of the game". They should be detailed prior to the initiation \5
of training activities. Conceptualization of the program and of the.
instructional system is a-prerequisite to maximizing progranm
. ,effectiveness. (RC) g
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Introduction‘ /

In this discussion a Teacher Corps program is viewed as a temporary.
organization which has as its major purpose institutional change which
is 1nteuﬁed to improve the educational opportunities provided low—income,

'

minorit children. Thus, program efforts focus primarily on two goals"
/ ) f Ailltating the achievement of those institutional objectives which '
4 i
are intended to improve the quelity of instruction experienqeg,by children; .

‘ ) fﬁcifitating the achievement of institutional objecti eB which

'_ tended to improve ‘the quslity of the~professiona1 prep ation

~ expgizenced by preservice and inservice teachers. The int nship—the

“///// SRR majgr component of the program's instructional system—-is the primary

vehicle used to facilitate the achievement of those two sets o

_ iAstitutional objectives. * . /' s p )

- HJ Therefore, the position staken here is that thoséli%é;gggrespansible.

- for program design, development, snd operation should giwve particular

/ atten?ion to: (1) those conceptualization processes which contribute to

. the design of the program as a whole; and (2) those 6onceptualization

. / | processes which prov1de aﬁ{oundation for the -instructional system which

/ ‘is a major component of the total prqgrsm the purpose of this X e
paper is to briefly discuss the need/for and the /hature of conceptuslization

° ®  in the development of the Teacher Corps progr énd the instructional ’ .
| / .. dystem which is a part oF- tbat proéram Bécause of the focus of this

\\\\ ﬁ . session, only brief attention is given to the first of thesé€ processes—-

C\\ ‘/ ;~ coneeptualization of the total program—-while somévhat greater emphasis S
\\$§., e is given to\tge\second-—conceptualization of the 1nstructional system.

. ""'

lPa.per presented at the: apnual meetiné of the National Teacher Corps,

™
™S - veshington, D.C., June, 1974,
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Program Conceptualization . B S ’ 7
. [ . . Y |
~. Program conceptualization should'be-viewed;as an important process
which permeates program design efforts. The folldwing appears to be a éu

most useful sequerice for designing a Teacher Corps program as it consists
of a serieé of tasks which give appropriate attention to the need for, .
program conceptua;ization. While~reéognizi;g t;at the accomplishment of
such tasks tends to be contgxtual, the sgﬁuj?ce presegted here does seem

both valid and useful. _ | .
) LI . . . ;

1. Desighers of the progrem—representatives from the community,
school district, teaching profession, college, and state, for
example—should agree that the purpose of the program is to’
bring about institutional change—consistent with institutional
objectives—which will significantly improve the educational
opportunities of low-income, minority children. ,

2. Designers should conduct a need assessment which provides an
ahalysis of the multi-institutional context and determines the
needs of each institution in light of its explicit—and jmplicit—

philosophies, goals, and/or objectives. -

3. Designers should identify those institutiofnial objectives to which '
- . the program—given federal guidelines and resource realities—
is appropriately able to commit and ob%ik%te itself; that is, to
identify and select those institutional objectives which the
program will underteke as progrem goals and objectives.

. Designers should give greater sﬁecl icity——ig light of the
programmatic context—to each of those institutional objectives
8 a program objective. 4

selected and should confirm each

5. Designers—having conceptualize .the purposes of the program andﬁ

! having specified those purpose in the form of objectives to
which the progrem is committed—shoukd: (a) design activities
which have the potential to Bring about ‘the achievement of those
objectives, (b) design evalyation procedures which will provide
formative and summative information regarding the progress of
the program with regard tg those objectives; and (c) design a
management system which can operationalize the program design;’

! that is, manage the program so that it can achieve its objectives.’
(Specification of fhe\ggﬁagement system and management tasks
permits the 'development of those personnel role descriptdons
which are so vital to effective program operation.) !

This very brief description f a program desién sequence suggests that

conceptualization is vital to Afhe operation of the program. Conceptualization

of ‘program purposes and objgctives provides a base for the design,
. \ . . .
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development, and operation of pﬁogram activities, evaluation, and
management. The view here .is that the .greater the specificity and
~explicitness ofthat.conceptualization the greater the likelihood of

program success.

-

Instructional System Conceptualization

Generally, thelinternship is viewed as the center of Teacher Corns
programs‘for it is this training which is seen as the major vehiclag for
achieving program oﬁjectives. However, the training of interns is only
~one component of fhe‘program'svinstructional system for the program may \

* be eommitted to the training of prggram staff, university faculty members,
team leaders, principals, classroom teachers, community persons, an
un@ergraduate teacher education students. Decigions 4in this regatd result

v from the conceptualization of a progiam's instructional system. T t

conceptualizaﬁion should build directly from the program's stated
objectives and is twofold.

1. Pesigners of the instructional system—on the basis of the p ogram -
objectives and the program design-——~should: (a) idggiify those
o

F s

persons tHe system will train; and (2) specify th role-related

training objectives—competencies—which those individusls will be
expected to acquire and demgnstrate as a result of this training.

This process results in a dgghgiption of the instructional system's’
"gurriculum content."” l

2. Designers of the instructional system should specify in great
detail the operational characteristics of the instructional
system; that is, designers should be very clear as to the nature
of the instructional system. This process provides a foundation +
‘for the- design, development, operation and evaluation of the
system. '

Specification of .Competencies. The specification of competencies

should be built on a conceptualized role description; that is, specified
in terms of the roles persons assume during the operation of the program—J
as in the case of program staff.membersr—and/or in terms of tbdse roies
persons are expected to plﬁy upon the completion of the brogram—as in the
case of interns. . The literature (Cooper, Jones; and Webery 1973; Hons@on,»

Dodl, and Weber, 1973; and Johnson and Shearron, 1973) has adequately

.
«
-~ 4 [
..

-




. .

described these pr0cesses within a competency based—instructional gystem
. context which is quite compatible with “the eff%rts of most Teacher Co
‘programs. Consequently, little &lse on this subJect is needed here.
However, there are .several recommendstions offered for your consideration; ,

- oy

O ' ‘ . l Program effectiveness is viewed here as a functidn of two
: interrelated factors: (a) effective planning (program
K conceptuslization and design), and (b) competent personnel
. (persons who know and do their job well). It is a well- " ﬂ ) .

- <’y conceptualized pro . whicht allows persons t¢ fully understand ‘
. - and appreciate their ‘wesponsibilities and it is.a well- '
‘ conceptualized instruct nel system (and selection process) - ‘\

which provides - those pers
‘those responsibilities. Te
case in point?

8 with the competence to fulfill
leaders are perhaps the best L)
p p

E

2. Role conceptuaiization and competehqy specification is/%est .
. accomplished through col tive efforts which result in a :
consciously pluralistic view incorporating a mu;tipliciﬂw of
inputs: The experiences of the authors'suggest that a very ‘
N effective team can be one consistipg of university instructors
. +7 , and team leaders who operate as’ eers with the guidance and
v assistance of a program develo nt specialist and who actively
- geek input from a broader raengé,of program pergonnel (interns,
commiunity persons, state personnel, teachers, inistrators,
and colleagues). X e
‘ . .
3. The generation of cbmpetencies from clearly
descriptions allows designers‘to move adequ

onceptualized role
ely related

;. instructional activities to intended outcomes. This results
. in "more releyant" instruction and evalustion. And in turn,
> ' the traiqggaizazreatly assisted by being aware of the program's

ectations within the framework of his personal aspirations;
that is, the traindé is better able to link the instruction
he experiences t6 the role to which he aspires. This enhances =
motivation and learning.
‘ L. The conceptualization process is often time consuming. However,
in terms of 'the benefits to be gained, designers can profit by
' ‘viewing it a time wisely invested rather than time wasted.

Specification of Instructional Sysﬁem Characteristics. The

specification of the’instructional system's operational charscteristics (
in sdvance of program operation is crucial for it is this process-—perhaps

more than any other——which sets the "rules of the g&me * EQucational

research and the experiénces of many programs suggest that many problems
are avoided when oner;yfonal expectations are known in advance.

s




. suggested below: : - .
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Consequently, the operational characteristics ofgthe instructioﬂal system <

- should be detailed prior to the initiation of training activities—tHe

rules must be established before the game begins.

In this .regard, designers face many decisions. But a few are

1. Will instruction be competency basef? If so, to what extept will
the instructional system be campetgncy based? And what will be the
program's operational definition competency based instruction?

2. Will instruction be campus-based, campus-centered, field-centered,
" or field-based. And what will sg the program's operatioral .
x\ definition of that alternatived;t selects?

\ 3. Will instruction be modularized? If so, to what extent will the
instructional system be modulgrized? And what will be the
s program's opeﬂational.definition of modular instruction?

b, Will instruction be persona}ized? .If so, to what~extent will the
instructional systen be pegsonalized? And what ﬁill be the
program s operational defipition. of personalized instructionﬂ

-

Obviously, it is both possible and important that designers deal with
dozens of questions such as the above exemples; théﬂe include quesfions
regarding admission proeeduresgt ezglustion, grading, and reporting

policies; and 1nstructor and support .personnel roles. The point is this: *

it is far easier to deal with thesg issues prior to instrucmion/for two

primary reasons: (1) those;ﬁ%o are responsible Ror operating the program
'5?(rho are

can be more clear as to ﬂ%ir responsibilities, and (2) tho

participants in the bf:iiing cag'be more aware of what isfexgected of them.

This knowledge permits both grouph, tQ make better péréané' decisions with

regard to program. Indeed, only su hgknowledge 1&ts one know what he is
"getting into" and perm'ts him tqv“%uy i or '"buy out."

Summary
This paper has attem ted to very briefly describe the need for

conceptualization in bﬁth‘program and instructional system design. Those
who undertake the deﬁign,\development, and operation of a Teacher Corps
are faced with a sét of complex tasks—and far too little time and money.
Consequently, Ver§ often%the tendency is to give little time to
conceptualization.,‘fhis'%s particularly the case with regard to the
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instructional system. Too ofﬁen development efforts consist of instructors .

making their courses ccmpetency based" by writing a fey instructional
objectives—usually behavioral obJectiges 'a Za-ther -—and putting

togzther a few modulgp. The result is not a competency based ;nstructioﬁal-

., system—or for that matter any kind of instructionsl system at all, but
rathgr a Jigqgw puzzletff Tather 111~fitting pieces. The intent herg’is
not to condemn for the press of time and lack of develo lental resources
has forced much of this on, 11 who have undertaken/such'tasks. However,
conceptualization of the progrem and of the instructional system is
prerequisite to maiimizing program éffectiveness.' It is clear that the
benefits to be gained more than justify the effart. '

. ’ v .
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